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Abstract 
Those principles specific to the modern management systems integrate within the classical functions, 
usually included in the general management field (prevision, organizing, coordination, motivation, command, 
control and evaluation). Such integration allows the managerial activity to become more efficient, mainly due to 
an overall systemic approach, having impact onto all the elements which assure the company functionality and 
profitability. 
Among the modern management systems, the one dealing with the quality management is founded on 
eight principles that could be used by the highest-level managers, in order to lead their organization to its 
performances improvement.  
The paper emphasis on the quality management principles, which could lead, through their right usage, 
to an appropriate integration and appliance of the management functions in any company. 
 
 
 There are several results of a business that need to be managed, otherwise a failure in 
any one of them could jeopardize the business. They are quality, environment, health, safety, 
human relations and profit. Product quality results from knowing your customer needs and 
expectations and faithfully meeting them consistently within an organization that promotes 
leadership and continual improvement as its core values. Careless design of products and 
processes can result in a harmful effect on the environment;  it can also result in harm to 
personnel, either by causing injury or by damaging the health of those making product as well 
as of those using it.  Negative cultural traits in an organization will result in poor human 
relations with lost time, inefficiencies, strikes etc. Poor decision making and poor control 
result in low profit.  Product quality results from the behavior of people in an organization. 
Even when the policies and procedures will enable people to do right things, the core values 
may work against this and cause conflict. Therefore, it is not enough to focus on one of this 
result. Anyone could be successful in one result area at the expense of the others. Managers 
need to pay attention to all of these factors (2). 
 A quality management principle is a comprehensive and fundamental rule or belief for 
assisting an organization in defining, identifying, guiding and validating organizational 
behaviors. Principles provide guidelines for human conduct that are proven to have enduring, 
permanent value.  It is also important to understand that conformity is applied within the 
context of seeking continual improvement. Slavishly following procedure without regard to 
the output is ineffective.  The eight quality management principles are:  Customer focus;  
Leadership; Involvement of people; Process approach; System approach to management; 
Continual improvement; Factual approach to decision making; Mutually beneficial supplier 
relationships (6).  
 Customer focus.  The purpose of any organization is to create and retain customers for 
without them they will not survive. 
 In order to be in a position to offer products and services that meet customer needs, the 
organization has to conduct research to discover customers’ future needs are likely to be. The 
research needs to be linked with product development so that products come on stream when 
customers are looking for new benefits that the organization’s products can satisfy (5).  
 An organization applying the customer focus principle would be one in which people:  
understood customer needs and expectations; balanced the needs and expectations of all 
interested parties;  communicated these needs and expectations throughout the organization;  
had the knowledge, skills and resources required to satisfy the organization’s customers;  
measured customer satisfaction and acted on results; managed customer relationships;  could 
relate their goals and targets directly to customer needs and expectations;  acted upon the 
results of customer satisfaction measurements. 
 For an organization applying this principle, it needs to know what is meant by quality 
and to get an answer to that question we look to its customers. The organization need to 
establish: Who and where are its customers? What are its customer needs and expectations? 
What customer needs and expectations are currently unsatisfied? (4) 
 In many quality systems, these simple questions have not been answered or, if they 
have, the answers have not agreed and documented among the management. It is from the 
customer needs and expectations that quality policy and objectives should be derived.  
Therefore, this principle is linked with management function planning. 
 Leadership.  Quality management is both a technical subject and a behavioural subject. 
A quality system includes people, their interrelationships and hence their behaviour. The 
behavioural system therefore part of the quality system. The behaviour of people in an 
organization is developed by the culture within organization. One can define some very 
practical policies and procedures but if the culture is not conducive to encouraging staff to use 
them, the desired output will not materialize.  
 Unity of purpose is a state in which everyone in the organization knows why the 
organization exists – they share the same purpose.  Effective leaders bring about this unity of 
purpose through the manner in which they communicate both formally and informally. This 
principle is expressed in ISO 9001 trough the requirement for a quality policy to be 
established, communicated and understood. 
 Unity of direction is when everyone pulls in the same direction. They share common 
goals and objectives.  ISO 9001 express this principle through the requirement for quality 
objectives to be established at relevant functions and levels within the organization. It also 
means that leaders constantly re-examine  the direction in which they are leading the 
organization and make adjustments to keep the organization focused on its purpose.  Effective 
leaders motivate people to achieve their objectives and the means of motivating people is to 
create an environment in which the needs of people are respected, their efforts rewarded and 
their contribution encouraged. 
 Quality results not only from using the right tools, the right processes etc. but also 
approaching the task with the right attitude.  Culture is shaped by the core values expressed by 
the management. Without shared values no quality systems will fulfil its purpose. 
 Leadership principle practically, integrates motivation function from general 
management. 
 Involvement of people. An organization is a group of people that is formed for a 
particular purpose. Without the people the organization does not exists, hence why this 
principle makes the claim that people are the essence of an organization. People are not 
machines and when treated as such become dissatisfied, unproductive, ineffective and de-
motivated and are unlikely to fulfill the organization’s objectives. Involving people in matters 
that affect what they do and how they do it will lead to improved productivity. The people 
doing the job are more likely than anyone else to know what is preventing successful 
achievement of their objectives than anyone else.  
 An organization applying the “involvement of people” principle would be one in which 
people are:  accepting ownership and responsibility to solve problems;  actively seeking 
opportunities to make improvements;  actively seeking opportunities to enhance their 
competencies, knowledge and experience;  freely sharing knowledge and experience in teams 
and groups;  focusing on the creation of value for customers;  being innovative and creative in 
furthering the organization’s objectives; better representing the organization to customers, 
local communities and society at large;  deriving satisfaction from their work;  enthusiastic 
and proud to be part of organization. 
 Human resources are the people that are available to perform specific work and include 
all types of labour, such as employees, contractors, consultants, agency staff and part time 
staff. Departments can be grouped by market, product, location or activity.  A business 
function is a collection of activities that make a common and unique contribution to the 
purpose and mission of the business. Therefore, several departments can serve a single 
function.  
 Involvement of people principle integrate and improvements organization and 
coordination like functions of general management.    
 Process approach. Processes are the means transform inputs value into value added 
outputs. They include all the materials, machines, environment, personnel, documentation and 
techniques needed to covert given inputs into required outputs. 
 The principle is expressed as follows: “A desired result is achieved more efficiently 
when activities and related resources are managed as a process.”  The characteristics of an 
organization applying this principle are: defining the objectives of the organization’s 
processes;  defining a process that will achieve specific objectives; 
establishing clear responsibility, authority and accountability for managing the process; 
determining the stages in the process necessary to achieve the results;  determining the 
activities required to accomplish each process stage;  identifying the inputs and outputs of the 
process;  taking action to eliminate the cause of nonconforming inputs or outputs;  measuring 
process outputs, efficiency and effectiveness (3).  
 A process is under control when actions induced cause variation in the results. When 
variations in the results occur by chance, the process is not under control. Therefore, a process 
that produces unpredictable results is out of control. The spread of variation in results may 
exceed the limits or the requirements but, if this is predictable, the process is under control. 
Process control is, therefore, about understanding variation.  
 Continual improvement of the organization’s overall performance should be a 
permanent objective of the organization (1). Improvement means a beneficial change and 
continual improvement means recurring beneficial change. The beneficial change that this 
principle focuses on is the organization’s overall performance; this means the organization’s 
performance with respect to its customers, its people, society and its investors.  In reference to 
continual improvement, ISO 9001 refers frequently to continually improving the effectiveness 
of the quality management system, that one of the key outputs from Quality Management 
System is product quality. 
 Factual approach to decision making. Decisions are often made using a combination of 
fact, hearsay, opinion and gut feel. This principle clearly recognizes that effective decisions 
result from analysis of data and information is meaningful data and data is simply facts and 
figures. An organization applying the factual approach principle would be one in which 
people are: taking measurements and collecting data and information relevant to the objective; 
ensuring the data and information are sufficiently accurate, reliable and accessible; analysing 
the data and information using valid methods; understanding the value of appropriate 
statistical techniques; making decisions and taking action based on the results of logical 
analysis balance with experience and intuition. 
 Mutual beneficial supplier relationships. Any business of more than one person 
requires: Effective communication to ensure that information is passed on intact to employees 
or partners;  Common standards to ensure consistency regardless of who performs the work. 
The nature of the work also has a significant effect on the need for a quality system (8).  
During the last ten years, customer orientation has been taken one-step further by focusing on 
establishing and maintaining relationships with both customers and suppliers. By applying to 
process approach to supply management, the organization will set objectives and measures 
like these:   identifying and selecting key suppliers;  establishing supplier relationships that 
balance short-term gains with long-term considerations for the organization and society at 
large;  creating clear and open communications with customers and suppliers;  initiating joint 
development and improvement of products and processes; jointly establishing a clear 
understanding of customers’ needs;  sharing information and future plans;  recognizing 
supplier improvements and achievements. 
 There is a net benefit to both parties. For the customer, the supplier is more inclined to 
keep its promises as the relationship secures future orders. There is more empathy the 
customer sees the supplier’s point of view and vice versa. There is more give and take that 
binds the two organizations closer together and ultimately there is trust that holds the 
partnership together. Absent will be adversarial relationships and one-shot transactions when 
either party can walk away from the deal. The partnerships will also encourage better after 
sales care and more customer focus throughout the organization (everyone knows their 
customers as there are fewer of them). 
System approach to management.  A system is a set of interconnected processes that 
achieve specific objectives; therefore identifying the processes that comprise the system is 
critical to its effectiveness. When the processes in an organization are not formed into a 
coherent system, there will be disconnections and the outputs of one process will not match 
with the input requirements of other processes. In practice, people compensate for these 
inadequacies and it appears to top management that operations are running smoothly. An 
organization applying this principle would be one in which people are:  defining the 
organization as a system that is established to achieve organizational goals;  defining the 
system by identifying or developing the processes that affect a given objective;  structuring 
the system to achieve the objective in the most efficient and effective way;  understanding the 
interdependencies among the processes of the system;  continually improving the system 
through measurement and evaluation;  establishing resource constraint prior to action so that 
system integrity is maintained when changes are made. 
 The unstructured systems could not guarantee that customers would be supplied with 
products and services that consistently met their expectations. Unstructured systems are 
susceptible to unpredictable variation since the processes that cause the result can be driven 
by personal motives, which may be at variance with the goals of the organization. Internal 
competition can cause friction and knowledge can be used to exert power over others, 
regardless of the overall effect on the organization’s performance. 
 System approach to management principle integrates and improvements organization 
function of general management.    
 These principles are not specific requirements of ISO 9001, but their application is an 
important contributor to the organizations ability to consistently provide acceptable product 
and achieve its objectives. The principles should not be viewed as eight independent 
principles. They interrelate and support one another and should be viewed and applied as a 
coherent set. 
 The popularity of ISO 9001 certification worldwide has created a demand for quality 
systems in order to give customers confidence that their quality requirements will be met.  
ISO 9001 certification has become a necessity for trade in some quarters and regardless of the 
advantages and disadvantages, organizations pursue ISO 9001certification because of either 
competition or customer requirement. Rarely do organizations pursue ISO 9000 certification 
without some external pressure to do so. In such cases, the need is survival in a competitive 
market rather than a means of managing business. However, organizations are beginning to 
perceive that there are tangible benefits from a quality system beyond mere certification. 
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